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INTRODUCTION 


The  purpose  of  this  volume  is  to  summarize  the  more  pertinent 
conclusions  of  the  study  and  the  rationale  leading  to  the  conclusions. 
The  summary  is  divided  into  three  major  sections  based  on  alternative 
content  of  the  proposed  Yerba  Buena  Center.  Following  each  section  a 
table  summarizes  the  economic  performance  of  the  facilities  evaluated 
in  that  section. 

The  first  section  is  an  evaluation  of  the  full  spectrum  of  facili- 
ties which  could  be  accommodated  under  the  proposed  Yerba  Buena 
Center  Redevelopment  Plan:    a  sports  arena- convention  center,  two 
theaters,  a  museum,  and  two  public  parking  garages. 

The  second  section  is  an  evaluation  of  the  performance  of  a  less 
ambitious  program  comprised  of  the  above  activities  but  eliminating 
from  consideration  the  two  theaters  and  the  museum. 


Section  III  is  limited  to  the  economic  performance  of  a  single 
major  1,  900- space  public  parking  garage  representing  the  minimum 
public  facility  development  proposed  for  Yerba  Buena  Center. 
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Section  I 


THE  TOTAL  PUBLIC  FACILITIES  PROGRAM 
FOR  YERBA  BUENA  CENTER 


The  performance  of  the  proposed  public  facilities  must  be  eval- 
uated in  relation  to  the  environment  in  which  they  will  be  developed. 
This  environment  has  two  facets.     The  first  of  these  involves  the  future 
economic  vitality  of  the  community  and  is  useful  in  assessing  the 
importance  of  the  proposed  facilities  to  the  City  of  San  Francisco.  The 
second  concerns  the  physical  environment  immediately  surrounding 
these  facilities  in  terms  of  its  appropriateness  to  effective  functioning 
of  the  various  activities. 

Although  San  Francisco  serves  as  a  central  city,  exerting  an 
influence  over  a  large  and  growing  metropolitan  area,  suburbanization 
and  dispersion  of  population  and  economic  activities  pose  challenges  to 
many  of  the  City's  traditional  functions.     The  significance  of  these 
changes  in  present  and  likely  future  economic  environment  is  twofold. 
First,   relative  declines  in  such  activities  as  retailing,  wholesaling,  and 
to  a  lesser  extent  manufacturing,   experienced  by  San  Francisco  in 
recent  years  point  up  even  more  the  importance  of  service  trades  to 
the  City.     With  hotel,   lodging,  and  entertainment  activities  as  critical 
elements  of  the  service  trades,  the  importance  of  public  facilities 
supporting  the  service  trades  business  is  enhanced.     New  convention 
activity,   in  the  facilities,  for  example,  would  increase  the  flow  of  out- 
side money  to  San  Francisco  hotels  and  eating,  drinking,  and  enter- 
tainment establishments. 

Second,  as  suburban  communities  continue  to  grow,  it  is  likely 
they  will  develop  public  facilities  of  their  own  unless  some  of  these 
functions  are  pre-empted  by  San  Francisco  through  improvement  of 
the  inventory  of  facilities.     Thus,  in  addition  to  evaluating  the  proposed 
facilities  on  the  merits  of  civic  need,  their  potential  importance  to  the 
economic  future  of  the  City  must  also  be  considered. 

Irrespective  of  either  public  need  or  economic  importance,  the 
proposed  public  facilities  must  be  located  in  a  physical  environment 
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permitting  effective  functioning  of  activities.    With  implementation  of 
the  redevelopment  program  as  contemplated,   south  of  Market  Street 
will  provide  such  an  environment.    Not  only  is  this  area  optimally- 
located  with  respect  to  transportation  and  access  routes,  but  it  is  also 
proximate  to  hotels  and  entertainment  areas  of  the  City,    In  the  opinion 
of  professionals  in  sports  and  entertainment  operations,  a  Yerba  Buena 
Center  location  is  suitable  for  these  activities. 

SPORTS  ARENA- CONVENTION  CENTER 

Given  the  environmental  background,  it  is  next  possible  to  assess 
use  potentials,  first  for  the  sports  arena-convention  center  complex, 
and  then  for  the  two  theaters.    In  the  case  of  the  sports  arena-convention 
center,  usage  and  therefore  economic  performance  depends  in  large 
measure  on  the  existing  schedule  of  events  in  San  Francisco  rather  than 
upon  new  events.     This  is  true  for  two  reasons:    First,  there  are  few 
activities  (with  the  exception  of  certain  large  conventions)  which  might 
use  the  new  facilities  that  are  not  currently  represented  in  the  City. 
Second,   existing  facilities  are  not  booked  to  capacity,  indicating  that 
new  events  are  at  present  not  being  turned  away  from  the  City  because 
of  lack  of  facilities.    However,   certain  conventions  that  have  been  held 
in  San  Francisco  in  the  past  were  inadequately  accommodated  by  exist- 
ing facilities,  a  situation  which  could  result  in  their  eventual  loss  to 
other  cities  offering  superior  accommodations. 

In  addition  to  the  potential  afforded  by  the  local  event  schedule, 
the  new  facility  could  probably  attract  one  or  two  very  large  national 
conventions  per  year  which  do  not  now  consider  San  Francisco  as  a 
location.    It  is  unlikely  that  this  number  of  new  conventions  of  large 
scale  would  be  materially  exceeded  because  of  new  facilities,   since  the 
number  of  such  events  in  the  country  is  extremely  limited,  and  the 
number  which  rotate  to  the  West  Coast  is  even  smaller. 

On  the  basis  of  the  event  potentials  noted  and  a  critical  inven- 
tory of  physical  capabilities  of  major  existing  facilities  in  the  City,  an 
event  schedule  for  the  new  facility  of  146  days  of  public  use  is  antici- 
pated.   Added  to  this  would  be  30  days  of  move-in  and  move-out  time, 
for  a  grand  total  of  176  days  of  use.     The  program  of  use  would  consist 
of  103  days  of  sports  arena  use  and  43  days  of  convention- exhibit  hall 
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use,  plus  move-in-out  days.     With  a  realistic  policy  of  rental  charges, 
this  program  of  utilization  would  yield  an  annual  income  of  $424,  500, 
Balanced  against  this  income  would  be  $505,  800  per  year  of  operating 
expenses,   resulting  in  the  need  for  an  annual  operating  subsidy  of 
$81,  300. 

It  should  be  emphasized  that  operating  subsidies  are  more  com- 
mon than  operating  profits  in  facilities  of  this  nature.    Over  66  per 
cent  of  the  auditoriums,  arenas,  and  like  facilities  surveyed  by  the 
International  Association  of  Auditorium  Managers  showed  operating 
deficits.    It  is  also  obvious  that  economic  performance  is  only  one 
criterion  --  and  not  necessarily  the  most  important  one  --  by  which  the 
appropriateness  of  such  facilities  is  judged.    Such  factors  as  service  to 
the  community,   contribution  to  economic  base  of  the  City  either  directly 
or  indirectly,  and  enhancing  the  City's  image  as  an  activity  center  all 
must  be  considered.    Moreover,  in  terms  of  convention  facilities,  it  must 
be  realized  that  other  California  cities  are  engaged  in  programs  designed 
to  increase  their  desirability  as  convention  locations,  and  therefore 
competition  for  this  business  is  likely  to  become  even  sharper  in  ensuing 
years . 

THEATERS 

Two  commercial  theaters,   one  of  1,  800  seats  and  another  of 
2,  200  seats,   are  under  consideration  for  possible  inclusion  in  Yerba 
Buena  Center.    Just  as  local  activities  and  programs  of  facility  use 
provide  the  most  conservative  and  realistic  performance  guidelines 
for  the  sports  arena-convention  center,  performance  of  local  theaters 
supplies  a  reasonable  guide  to  anticipated  use  of  the  proposed  theaters. 
Although  San  Francisco,  in  common  with  other  Western  cities,  relies 
upon  theatrical  centers  --  particularly  New  York  --  for  theater  activity, 
local  theater  use  is  a  reasonable  indicator  of  the  dimension  of  potential. 

Given  the  dependency  noted  above,   it  is  apparent  that  a  program 
of  theater  use  is  conditioned  for  the  most  part  by  the  number  of  plays 
and  musicals  produced  on  Broadway  which  are  successful  enough  to 
take  to  the  road  and  play  in  San  Francisco.    Because  of  uncertainties 
inherent  in  the  theater  business,   this  number  may  fluctuate  significantly 
from  year  to  year.     However,  the  most  recent  experience  of  the  Geary 
and  Curran  Theatres  serves  as  a  yardstick  of  potential.     At  present  the 
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City  supports  about  20  to  Z5  weeks  of  use  for  the  Geary,  and  30  to  35 
weeks  of  use  for  the  larger  Curran.    Assuming  that  the  new  theaters 
replace  the  Geary  and  the  Curran,  because  their  sites  are  put  to  more 
economic  uses,  the  existing  usage  patterns  of  these  two  operations  are 
likely  to  provide  the  bulk  of  the  event  s chedule  for  the  two  new  theaters. 
Since  Civic  Light  Opera  books  28  weeks  in  the  Curran  at  present  and  is 
obviously  the  principal  tenant,  the  contemplated  expansion  of  their 
schedule  to  35  weeks  boosts  the  use  program  of  the  proposed  2,  200-seat 
theater  accordingly.     Thus,  a  program  of  42  weeks  of  use  per  year  is  a 
reasonable  projection  for  this  larger  theater.     The  1,800-seat  theater, 
however,  is  unlikely  to  achieve  more  than  25  weeks  of  use  per  year  over 
the  long  term,   since  it  has  no  guaranteed  tenant  and  depends  almost 
entirely  upon  outside  productions. 

It  is  assumed  that  management  of  the  theaters  will  follow  a 
modified  four-walls  rental  policy  similar  to  that  recently  evolved  for 
the  Los  Angeles  Music  Center.    If  so,  the  use  program  outlined  above 
would  yield  incomes  of  $176,  400  per  year  for  the  2,  200-seat  theater 
and  $82,400  for  the  1,  800-seat  theater,  for  a  total  annual  income  of 
$258,  800.    Since  the  two  theaters  could  share  certain  management  and 
administrative  costs,  total  operating  expenses  are  estimated  to  be 
$331,  400  per  year.    An  annual  operating  loss  of  $72,  600  would  therefore 
be  evidenced. 

There  is  insufficient  demand  to  support  three  new  theaters  in 
San  Francisco,    If  the  recently  proposed  theater  adjoining  the  Opera 
House  were  to  materialize  under  public  subsidy,  its  usage  and  economic 
development  would  almost  surely  be  at  the  expense  of  the  Yerba  Buena 
Center  theater  configuration.     Under  these  circumstances,  it  is  un- 
likely that  theater  activity  could  be  a  viable  part  of  Yerba  Buena  Center. 

MUSEUM 

Aside  from  needed  parking  garages,  which  will  be  discussed  in 
succeeding  paragraphs,  the  final  element  of  the  public  facilities  pro- 
gram envisioned  for  Yerba  Buena  Center  is  a  museum.    At  this  point 
in  planning,  neither  content  nor  concept  of  the  museum  has  been 
developed,  and  therefore  a  forecast  of  attendance  potential  is  infeasible. 
Mus eums  unquestionably  generate  traffic  and  contribute  to  the  creation 
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of  an  attractive  environment.    It  is  also  pertinent  that  the  museum  it- 
self enjoys  several  benefits  of  location  within  the  broad  gauge  public 
facilities  complex,  the  most  important  of  which  are  environmental 
desirability  and  exposure  to  dense  downtown  pedestrian  traffic.  Public 
parking  both  serves  and  itself  is  served  by  museum  attendance. 
(Transit  connections,  too,  will  make  a  museum  serviceable  to  a  more 
extended  patronage.  ) 


PUBLIC  PARKING  GARAGES 

A  total  of  3,  300  public  parking  spaces  are  under  consideration 
for  the  two  central  blocks  of  Yerba  Buena  Center.    A  1,  900- space  public 
parking  garage  is  proposed  for  the  block  bounded  by  Mission,  Howard, 
Third,  and  Fourth  Streets  and  a  1,400-space  public  parking  garage  is 
proposed  for  the  sports  arena-convention  center  block  bounded  by 
Howard,  Folsom,   Third,   and  Fourth  Streets, 

To  function  effectively,   each  of  the  public  facilities  requires 
adequate  parking  space,   since  a  large  portion  of  visitor  volume  gener- 
ated by  the  event  program  will  arrive  by  automobile.    Since  the  bulk  of 
activities  envisioned  occur  in  the  evening,  the  parking  facilities  are 
available  to  service  daytime  demand  generated  by  commercial  and 
office  uses  within  the  area  of  their  market  influence.    Indeed,  the  pre- 
sence of  such  demand  makes  provision  of  these  facilities  economic,  for 
the  costs  of  supplying  parking  for  events  alone  would  be  prohibitive. 

Analysis  of  land  use  and  economic  activities  within  the  1,  000- 
foot  area  surrounding  the  two  garages  indicates  a  surplus  of  demand 
over  supply  for  monthly  parking,  and  a  surplus  of  supply  over  demand 
for  transient  parking.    However,  because  of  the  desirable  location  of 
the  larger  garage,  it  is  likely  this  facility  could  compete  effectively 
for  economically  more  desirable  transient  parking.     Therefore  1,540 
stalls  of  the  1,  900- stall  facility  are  allocated  for  this  purpose,  with 
the  remaining  360  stalls  being  devoted  to  monthly  parking. 

The  1,400-stall  garage,  however,  is  not  well  situated  to  cater 
to  transient  demand,  and  therefore  it  is  recommended  that  only  190 
stalls  be  allocated  for  this  purpose,  with  the  remaining  1,  ZIO  stalls 
available  for  monthly  parking.     Considering  supply  and  demand  factors 


1-5 


as  well  as  operating  economics  of  other  San  Francisco  garages,  com- 
bined garage  income  is  forecast  at  $1,  055,  800  in  the  second  or  third 
year  of  operation.    Operating  expenses  are  estimated  to  be  $475,  200, 
yielding  operating  profits  of  $580,  600  per  year.     Since  it  can  be  realis- 
tically assumed  that  land  uses  in  the  surrounding  area  will  probably 
increase  in  economic  utilization  over  time,   it  is  likely  that  garage 
profits  will  also  increase  in  subsequent  years  as  demand  swells  with 
more  intensive  development  of  the  area.     Thus,  the  operating  profits 
outlined  above  would  be  conservatively  stated  over  the  long  term. 

OPERATING  PERFORMANCE 
OF  THE  TOTAL  COMPLEX 

Considered  as  a  whole,  the  complex  of  public  facilities  would 
yield  income  of  $1,  743,  600,  operating  expenses  of  $1,  315,  020,  and 
annual  profits  of  $428,  600  before  debt  service.     The  remaining  ques- 
tions of  economic  consequence  are  the  likely  costs  of  building  the 
several  structures,  and  determining  the  appropriate  method  of  financ- 
ing them.    Precise  costs,  of  course,  are  the  result  of  detailed 
engineering  and  architectural  studies  which  are  not  appropriately 
accomplished  at  this  point  in  the  planning  process.    Reasonable  estimates 
of  costs  can  be  made,  however,  through  establishing  appropriate  analogies 
between  what  is  envisioned  for  San  Francisco  and  the  costs  of  comparable 
facilities  developed  by  other  cities  in  the  United  States.    Such  data,  of 
course,  must  be  adjusted  for  cost  differences  between  the  various  cities 
and  San  Francisco  and  further  modified  to  reflect  the  trend  of  rising 
construction  costs.    It  is  assumed  that  the  City  would  make  every  effort 
to  establish  the  facilities  promptly  to  avoid  the  higher  costs.    For  plan- 
ning purposes  the  year  of  construction  is  assumed  to  be  1967.  Total 
costs  are  summarized  in  the  table  at  the  end  of  this  section. 

FINANCING 

Given  the  costs  and  income  as  outlined,  the  most  adequate  finan- 
cial solution  lies  with  general  obligation  bond  financing.    Using  this 
means,  annual  debt  service  for  the  entire  project  would  approximate 
$2.49  million  per  year,  with  an  effective  cost  of  funds  of  3.  5  per  cent 
per  annum  and  a  40 -year  facility  life. 


1-6 


It  would,  of  course,  be  possible  to  separate  the  project  into 
those  elements  which  might  carry  their  own  debt  service  (the  garages), 
and  those  which  require  public  support.     Under  such  a  scheme,  the 
garages  would  be  financed  through  revenue  bonds  and  the  balance  through 
general  obligation  bonds,  thus  reducing  the  amount  of  the  general  obliga- 
tion bond  issue.    Because  the  cost  of  financing  through  revenue  bonds 
would  be  greater  than  financing  through  general  obligation  bonds,   such  a 
method  would  increase  the  effective  cost  of  the  complex  to  the  City  and 
its  taxpayers  and  is  therefore  not  recommended.    Moreover,  revenue 
bond  financing  requires  an  increase  in  parking  rates  in  order  to  be 
feasible.    Estimates  of  the  increase  needed  are  given  in  Section  III  of 
the  summary. 

Public  subscription  could  also  reduce  the  total  bond  requirements 
involved,  as  occurred  in  Los  Angeles  with  the  newly  opened  Music 
Center  and  in  New  York  with  the  Lincoln  Center  for  the  Performing  Arts. 
This  possibility  should  not  be  ignored. 
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Section  II 


THE  PUBLIC  FACILITIES  PROGRAM 
FOR  YERBA  BUENA  CENTER 
WITHOUT  THE  THEATERS  AND  THE  MUSEUM 


Exclusion  of  theater  and  museum  activities  from  the  public 
facilities  envisioned  for  Yerba  Buena  Center  affects  the  program  in  at 
least  two  ways.    First,  of  course,  is  shifting  the  emphasis  of  the  com- 
plex toward  larger  events  and  crowds  commonly  associated  with  sports 
arena  activities.    Second,  the  revised  scope  of  activities  focuses 
greater  importance  upon  economic  returns  from  air  rights  above  the 
1,  900-stall  garage,   since  removal  of  the  theaters  and  the  museum 
planned  for  construction  above  the  garage  broadens  air  right  opportuni- 
ties. 

Of  greater  significance,   revision  of  the  scope  of  activity  reduces 
project  costs.     Whereas  the  original  cost  estimate  for  the  complete 
complex  is  in  excess  of  $53  million,  the  cost  without  theaters  and 
museum  is  estimated  to  be  $38  million.    Assuming  that  general  obliga- 
tion bond  financing  is  the  most  appropriate  means  of  funding  a  project 
of  this  scope,   debt  service  would  be  reduced  from  $2,493,  200  for  the 
original  configuration  to  $1,  795,  900  for  the  revised  scope  of  activity. 

Of  equal  importance  is  that  the  reduction  in  concept  does  not 
materially  affect  operating  profits  of  the  configuration.     The  gain  in 
operating  profit  achieved  by  eliminating  theater  losses  is  slightly  less 
than  offset  by  the  loss  of  operating  profits  from  reduced  garage  activity. 
Thus,  although  the  original  configuration  shows  an  annual  operating 
profit  of  $428,  600,  the  revised  configuration  shows  an  annual  operating 
profit  of  $437,400  --  an  insignificant,  although  favorable,  difference. 
It  is  therefore  obvious  that  the  net  annual  cost  of  the  facilities  to  the 
taxpayer  is  substantially  less  without  the  theaters  and  museum  since 
debt  service  is  reduced  by  approximately  $697,  000  per  year  and  yet 
income  does  not  materially  change. 
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Section  III 


ECONOMIC  PERFORMANCE  OF  THE 
1,  900 -STALL  GARAGE  ALONE 


This  section  summarizes  the  economic  performance  of  a  single 
1,  900-space  public  parking  garage  proposed  to  be  developed  in  the 
block  bounded  by  Mission,  Howard,   Third,  and  Fourth  Streets  in  the 
absence  of  the  other  propsed  facilities.    It  is  anticipated  that  the  new 
garage  would  be  operated  by  the  City  and  County  of  San  Francisco  in 
similar  fashion  to  the  operation  and  management  of  other  civic  garages. 

The  City  generally  follows  a  policy  of  setting  parking  rates  at 
each  garage  at  a  level  to  cover  operating  costs  and  debt  service.  Thus, 
given  the  cost  of  a  facility,  feasibility  becomes  a  function  of  rates 
attainable  within  the  framework  of  demand.     The  land  use  program  con- 
templated will  generate  sufficient  demand  to  permit  allocation  of 
1,  540  stalls  to  transient  service,  and  indications  are  that  a  45  per  cent 
transient  stall  utilization  ratio  will  be  experienced.     The  remaining 
360  stalls  will  be  devoted  to  monthly  parking. 

Given  the  demand  factors  noted,  and  the  fact  that  the  garage  will 
cost  approximately  $7,  6  million  (including  land)  in  1967,  it  becomes 
apparent  that  the  15  cents  per  hour  rate  structure  currently  prevailing 
in  the   area  is  inadequate  if  the  facility  is  to  be  self-supporting.  Even 
if  the  garage  were  to  be  financed  with  a  general  obligation  bond  issue, 
a  parking  rate  of  20  cents  per  hour  would  be  needed  for  the  facility  to 
cover  all  expenses.    If  revenue  bonds  are  used,  a  30  cents  per  hour 
rate  would  be  necessary  if  the  facility  were  required  to  provide  surplus 
revenue  sufficient  to  make  the  bonds  marketable.     The  range  of  rates 
noted  is  not  only  reasonable,  but  attainable  under  competitive  circum- 
stances.   From  a  practical  standpoint,  feasibility  of  a  new  garage, 
therefore,   rests  upon  the  willingness  of  the  City  to  establish  a  higher 
parking  rate  for  both  the  1,  900- stall  garage  and  the  existing  Fifth  and 
Mission  facility. 
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